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SUBJECT:  Brigade  Staff  Chaplains  and  Participatory  Management 

1,  PROBLEM.  To  determine  whether  brigade  staff  chaplains  should  adopt  the 
participatory  management  model  as  a  management  tool. 

2,  ASSUI'iPTION.  Staff  chaplains  will  continue  to  have  technical  and  admin- 
istrative responsibility  for  managing  the  Army's  religious  programs. 

3,  FACTS  BEARING  ON  THE  PROBLEM. 

a.  Staff  chaplains  are  required  to  maintain  a  full  program  of  religious 
activities  (AR  165-20). 

b.  The  Chief  of  Chaplains  encourages  the  use  of  participatory  mansige- 
ment  (Annex  B), 

c.  Assignment  policies  preclude  chaplains  from  having  long-term 
familiarity  with  specific  situations. 

d.  The  brigade  staff  chaplain  is  responsible  for  supervision  of  all 
chaplains  assigned  to  a  brigade  (para.  7-6,   FM  I6-5), 

k.     DISCUSSION. 

a.  Advantages  of  utilizing  participatory  management  as  a  management 
tool:  (para.  1,  Annex  A). 

(1)  Personal  involvement  of  subordinates  in  management  decisions 
creates  a  broader  spectrum  of  program  ownership  (para,  ij-,  Annex  C). 

(2)  Problem  solving  can  best  be  accomplished  by  individuals  closest 
to  the  situation  (para.  J,,   Annex  B). 

(3)  Trust  and  job  satisfaction  is  enhanced  when  section  members  are 
allovjed  creative  expression  (paxa.  2,  Annex  C). 

(4)  An  increased  number  of  opt ions /ideas  are  available  when  planning 
and  decision  making  is  shared  (para.  9,  Annex  B). 
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b.  Disadvantages  of  participatory  management:  (para.  2,  Annex  A). 

(1)  Decision  making  may  be  delayed  (para.  2a,  Annex  A). 

(2)  Authoritian  style  managers  may  find  sharing  decision  making 
vdth  lower  echelons  difficult  (para,  8,  Annex  B). 

c.  Comparison  of  advantages  and  disadvantages:  Adopting  a  new  method 
of  management  can  create  temporary  disruptions  and  confusion  within  the 
staff  structure.  Training  in  the  new  management  method  and  command  emphasis 
will  be  necessary  if  staff  effectiveness  is  to  be  maintained  during  the 
transition  period.  Change  can  be  trainatic.  Conversely,  adoption  of  parti- 
cipatory management  as  a  management  model  will  create  interest  and  ownership 
in  the  total  brigade  chapel  program  by  each  section  member.  Unity  of  effort, 
objectives,  and  resources,  will  increase  the  effectiveness  and  personal 
involvement  of  each  team  member.  The  advantages  of  supervisor  and  subordi- 
nate collaboration  to  identify  common  and  unique  goals,  define  areas  of 
responsibility,  and  measure  results  outweigh  the  disadvantage  of  possible 
disruption  due  to  the  changing  of  management  models, 

d.  For  details,  see  Annex  A  (Discussion). 

5.  CONCLUSION.  Brigade  Staff  Chaplains  should  implement  participatory 
mancLgement  as  a  management  tool. 

6.  ACTION  RECOMMENDED.  That  the  conclusion  in  paragraph  5  be  adopted. 


DONALD  W.  COVER 
Chaplain  (MAJ),  US'a 
Student  Detachment 
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D  —  Reference  Bibliography 


(Classification) 


(Classification) 
DETAILED  DISCUSSION 
ADVANTAGES  AND  DISADVANTAGES  OF  PARTICIPATOxlY  MNAGEMENT 


1.  Advantages: 

(a)  Ownership  of  a  program  is  defined  as  producing  orginating  concepts 
and,  as  a  result,  having  a  stake  in  their  success.  Greater  interest  in 
meeting  program  goals  will  result  when  the  individuals  responsible  for  a 
program  are  also  included  in  its  design, 

(b)  Needs  are  almost  always  more  evident  and  accurately  defined  by 
those  who  are  closest  to  the  problem  or  opportunity.  Spiritual  needs  are 
person  oriented  and,  consequently,  personal  contact  is  required  if  meaning- 
ful objectives  are  to  be  set. 

(c)  Subordinates  must  be  considered  as  human  resources.  Program  im- 
provement results  directly  from  creative  contributions  which  subordinates 
make  to  section  decision  making,  direction,  and  control.  Subordinates' 
satisfaction  is  an  important  by-product  of  the  process. 

2 .  Disadvantages : 

(a)  Participatory  management  is  sometimes  limited  by  the  need  for  an 
urgent  decision.  If  an  emergency  decision  is  needed,  it  is  obvious  that 
even  if  participative  decision  making  may  have  a  beneficial  effect  in  some 
areas,  the  slowness  of  the  decision  may  thwart  other  goals  of  the  enter- 
prise. 

(b)  The  style  of  management  within  the  Army  has  often  been  character- 
ized as  author itian.  The  right  to  make  decisions  without  subordinate 
participation  is  inheS'ient  in  the  command  and  staff  structure.  To  ask  an 
organization  to  change  a  traditional  style  of  management  may  cause  confus- 
ion and  disruption  if  participatory  management  is  viewed  as  a  threat  to 
legimate  authority. 
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DAGH  STEWARDSHIP  CONCEPT-' 


Without  reasonable  involvement  at  ALL  levels,  the  likelihood  of  substantial 
success  is  limited.  Reciprocal  and  collaborative  relationships  are  crucial. 


The  heart  of  the  concept  is  the  genesis  of 
DACH  planning  guidance  by  chaplains  at  the 
operating  level.  Heretofore  the  system 
tended  to  impose  specific  expectations  from 
the  top  downward. 


This  concept  reverses  the  sequence  of 
relationship  and  locates  the  initial  identi- 
fication of  objectives  at  the  installation 
level,  thus  providing  ownership  in  DAGH 
planning  guidance  for  the  chaplain  who 
eventually  will  be  responsible  for  executing 
that  program.  As  the  model  shows  at  ACTION 
NO.  10,  this  reinforces  the  local  chaplain 
program  at  the  critical  GOB  submission 
threshold. 


(CURRENT) 


(PROPOSED) 


Conceptually,  supervisor  and  subordinate  collaborate  to  identify  common  and 
unique  goals,  define  areas  of  responsibility  in  terms  of  results  expected 
(and  accepted) ,  and  use  these  measures  as  guides  for  managing  the  chaplaincy 
and  assessing  the  contributions  of  each  chaplain. 

Objectives  will  not  determine  the  future.  They  are  means  of  mobilizing  the 
resources  and  energies  of  the  chaplaincy  for  the  making  of  the  future.  Ob- 
jectives must  be  based  on  expectations  and  must  be  realistic.  At  each 
echelon  they  become  action  commitments  through  which  the  mission  of  the 
chaplaincy  is  to  be  carried  out  and  the  standards  against  which  performance 
can  be  measured. 

The  proposed  concept,  as  an  application  of  MBO,  will  make  the  organizational 
structure  work  and  bring  about  more  vitality  and  personal  involvement.  It 
will  provide  for  the  maintenance  and  growth  of  the  chaplaincy  by  means  of 
statements  of  what  is  expected  for  everyone  involved  (no  surprises)  and  the 
meastirement  of  what  is  being  and  has  been  achieved. 
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DAGH  STEWARDSHIP  CONCEPT  (continued) 

The  most  beneficial  effects  will  develop  when: 

1.  Responsibility  for  initial  proposal  regarding  objectives  is  given 
to  subordinates. 

2.  Subordinates  commit  themselves  to  specified  objectives. 

3.  Periodic  progress  reviews  emphasize  joint  problem-solving  rather 
than  "subtle  control"  by  supervisors, 

k,     MACOM  staff  chaplains  emphasize  the  "sounding  board"  coaching  role 
and  minimize  their  role  as  "arbiter"  or  judge. 

5.  Goals  are  shared  and  progress  and  problems  are  periodically  reviewed 
with  colleagues  as  well  as  supervisory  chaplains. 

Commitment  will  be  a  function  of  motivation  and  accountability.  The  present 
system  is  concerned  with  the  organization  of  authority.  This  concept  recog- 
nizes the  need  to  organize  responsibility.  Responsibility  is  not  by  itself 
a  guarantee  of  performance.  However,  a  lack  of  responsibility  breeds  the 
demagogue . 

DACH  must  in  reality  (not  just  rhetoric)  put  a  premium  on  new  ideas,  inno- 
vations, processes,  and  projects.  Simply  administering  or  overseeing  a 
static  operation  does  not  help  chaplains  fulfill  their  potential. 

Finally,  the  concept  as  proposed  depends  heavily  on  the  MACOM  staff  chap- 
lains to  be  more  actively  involved  as  facilitators,  change  agents  linkers, 
catalysts,  process  helpers,  conveyors,  and  bridge  builders. 


■"■"Army  Chaplaincy  Stewardship  Concept,"  Office  of  the  Chief  of  Chaplains, 
Washington,  D.  C. :  k   September,  197^,  pp.  2-2. 
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MANAGING  PEOPLE^ 
Participation  Defined 


Subordinates  in  formal  enterprises  are  accountalDle  to  their  superiors  for 
the  performance  of  assigned  tasks.  In  this  manner,  they  paxticipate  in  the 
creation  of  a  product  or  service.  They  also  participate  (share)  through 
the  receipt  of  waiges  or  salaries.  These  types  of  participation  sire  common 
to  all  organizations.  But  there  is  another  type  of  participation  which  is 
much  less  frequently  encountered,  although  its  use  as  a  managerial  tool  has, 
in  recent  years,  grown  rapidly  in  importance.  This  type  involves  partici- 
pation in  the  managerial  decision-making  process. 

"Decisions  are  made  ty   managers  in  order  to  organize,  direct,  and  control 
responsible  subordinates  to  the  end  that  all  contributions  be  coordinated  in 
the  attainiaent  of  an  enterprise  purpose.  Since  managers  are  those  who  accom- 
plish results  through  subordinates,  the  latter  are  always  directly  and 
intimately  affected  by  managerial  decisions  and  therefore  have  a  considerable 
interest  in  them.  Because  of  this  interest,  subordinates  may  have  a  strong 
desire,  particularly  in  a  nation  with  deeply  ingrained  democratic  traditions, 
to  participate  in  the  determination  of  matters  affecting  them.  It  is  of 
importance,  therefore,  to  consider  the  form  which  such  participation  might 
assume . 

"The  participation  with  which  we  are  concerned  may  take  place  in  two  differ- 
ent ways.  First,  it  may  involve  interaction  solely  between  a  subordinate 
and  his  manager.  This  would  be  the  case  where  a  worker  originates  a  sugges- 
tion which  he  transmits  to  his  boss.  Second,  it  may  involve  interaction 
between  a  group  of  subordinates  and  their  manager.  This  would  be  the  case 
where  a  manager  calls  his  subordinates  together  to  discuss  a  common  problem 
or  to  formulate  a  recommendation." 

We  have  defined  management  as  "getting  things  done  by,  with,  and  through 
other  people."  Participative  management  may  be  defined  as  getting  things 
done  through  people  by  creating  a  situation  in  which  subordinates  may  devel- 
op mental  and  emotional  involvement  in  a  group  situation  which  encourages 
them  to  contribute  to  group  goals  and  share  responsibility  in  them.  Advo- 
cates of  participative  management  stress  the  human  element  of  this  defini- 
tion. 

^Burt  K,  Scanlan,  Management  18.  A  Short  Course  for  Managers,  John  Wiley  and 
Sons,  Inc.:  New  York,  197^,  pp.  206-210. 

Robert  Tannenbaum  and  Fred  Massarik.   "Participation  by  Subordinates  in  the 
Managerial  Decision-Making  Process,"  as  quoted  by  Robert  A.  Sutermeister, 
People  and  Productivity  (New  York:  McGraw-Hill,  I963),  P.  ^58. 
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